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I. What is a Leader?


A. Leadership is influence – nothing more, nothing less.

“If you don’t have influence, you will never be able to lead others” (J.C. Maxwell).

The very essence of all power to influence lies in getting the other person to participate” (Harry A. Overstreet).

1. Example of Joshua and Caleb (Num 13:1-33; 14:1-38; 27:12-23; Josh 1:1-18)

Joshua son of Nun and Caleb son of Jephunneh, who were among those who had explored the land, tore their clothes and said to the entire Israelite assembly, "The land we passed through and explored is exceedingly good. If the LORD is pleased with us, he will lead us into that land, a land flowing with milk and honey, and will give it to us. 9 Only do not rebel against the LORD. And do not be afraid of the people of the land, because we will swallow them up. Their protection is gone, but the LORD is with us. Do not be afraid of them." (Num 14:6-8)

2. Principles from Joshua and Caleb

a. Leadership is influence – Joshua failed to influence the people
b. Leaders do not possess influence in every area – According to Num 13:2, each spy was a representative leader of his own tribe.
c. Our influence is either positive or negative – Ten spies influenced the people toward rebellion while two toward obedience.
d. Faithful leaders use their influence to add value – Ten passed on their own fearful agendas to the people while two trusted God.
e. With influence comes responsibility – Intended or otherwise, the ten spies started a rebellion against God and God’s servant Moses. This led to deaths of both the ten and that entire generation of fighting men.

B. The Nature of Leadership


1. The Myths of Leadership


a. The Management Myth

Leadership is about influencing people while management focuses on maintaining systems and processes. Former Chrysler chairman and CEO Lee Iacocca commented, “Sometimes even the best manager is like the little boy with the big dog, waiting to see where the dog wants to go so that he can take him there.” The best way to test whether a person can lead rather than just manage is to ask him to create positive change. Managers can maintain direction, but often they can’t change it. Systems and processes can do only so much. To move people in a new direction, you need influence.

b. The Entrepreneur Myth

Entrepreneurs are skilled at seeing opportunities and going after them. They see needs and understand how to meet them in a way that produces profit. But not all of them are good with people. Many find it necessary to partner with someone skilled at the people part of the equation. If they can’t influence people, they can’t lead.

c. The Knowledge Myth

Sir Francis Bacon said, “Knowledge is power.” If you believe power to be the essence of leadership, then you might naturally assume that those who possess knowledge and intelligence are therefore leaders. That isn’t necessarily true. You can visit any major university and meet brilliant research scientists and philosophers whose ability to think is so high that it’s off the charts but whose ability to lead is so low that it doesn’t even register on the charts. Neither IQ nor education necessarily equates to leadership.

d. The Pioneer Myth

Another misconception is that anyone who is out in front of the crowd is a leader. But being first isn’t always the same as leading. For example, Sir Edmund Hillary was the first man to reach the summit of Mt. Everest. Since his historic ascent in 1953, hundreds of people have “followed” him in achieving that feat. But that doesn’t make Hillary a leader. He wasn’t even the official leader on the expedition when he reached the summit. John Hunt was. And when Hillary traveled to the South Pole in 1958 as part of the Commonwealth Trans-Antarctic Expedition, he was accompanying another leader, Sir Vivian Fuchs. To be a leader, a person has to not only be out front, but also have people intentionally coming behind him, following his lead, and acting on his vision. Being a trendsetter, a hero, or an icon is not the same as being a leader.

e. The Position Myth

The greatest misunderstanding about leadership is that people think it is based on position, but it’s not. For example, in 194 institutional investors of Saatchi & Saatchi, an advertising agency, forced the board of directors to dismiss Maurice Saatchi, the company’s CEO. What was the result? Several executives followed him out. So did many of the company’s largest accounts, including British Airways and Mars, the candy maker. Saatchi’s influence was so great that this departure caused the company’s stock to fall immediately by 50%. What happened? Saatchi lost his title and position, but he continued to be the leader. 
“It’s not the position that makes the leader; it’s the leader that makes the position” (Stanley Huffty).

2. The Truths of Leadership

The true measure of leadership is influence. Harry A. Overstreet said, “The very essence of all power to influence lies in getting the other person to participate.” And the proof of leadership is found in the followers. There is a proverb that says, “He who thinks he leads, but has no followers, is only taking a walk.”

a. Character – Who they are

True leadership always begins with the inner person. That’s why someone like Billy Graham is able to draw more and more followers to him as time goes by. People can sense the depth of his character.

b. Relationships – Who they know

You’re a leader only if you have followers, and that always requires the development of relationships – the deeper the relationships, the stronger the potential for leadership. Build enough of the right kind of relationships with the right people, and you can become the real leader in an organization.

c. Knowledge – What they know

Information is vital to a leader. You need a grasp of the facts, an understanding of dynamic factors and timing, and a vision for the future. Knowledge alone won’t make someone a leader, but without knowledge, no one can become one. Whenever I was new to an organization, I always spent a lot of time doing homework before I tried to take the lead.

d. Intuition – What they feel

Leadership requires more than just a command of data. It demands an ability to deal with numerous intangibles. In fact, that is often one of the main differences between managers and leaders. Leaders seek to recognize and influence intangibles such as energy, morale, timing, and momentum.

e. Experience – Where they’ve been

The greater the challenges you’ve faced as a leader in the past, the more likely followers are to give you a chance in the present. Experience doesn’t guarantee credibility, but it encourages people to give you a chance to prove that you are capable.

f. Past Success – What they’ve done

Nothing speaks to followers like a good track record. It helps to be able to point to past successes to help people believe in you.

g. Ability – What they can do

The bottom line for followers is what a leader is capable of. They want t o know that a person can lead the team to victory. Ultimately, that’s the reason people will listen to you and acknowledge you as their leader. As soon as they no longer believe you can deliver, they will stop listening and following.

II. Five Levels of Leadership

A. Position (I lead by right - TITLE)

“The only thing a title can buy is a little time – either to increase your level of influence with others or to undermine it” (J.C. Maxwell).

1. People follow because they have to.

2. On this level, your influence will not extend beyond the boundaries of your job description. The longer you stay on this level, the higher the turnover will be in your organization and the lower the morale.
3. Example: Saul

B. Permission (I lead by relationships - COMMUNICATION)

1. People follow because they want to.

2. People begin following you beyond your stated authority. It is at this level that work begins to be fun. However, staying too long on this level without moving up to the production level causes highly motivated people to become restless.
3. Example: Absalom

C. Production (I lead by results - EXECUTION)

1. People follow because of what you’ve done for the organization (group, church, or company).

2. It is at this level that most people feel successful. They like you and what you are doing. Because of momentum, problems are often easily solved with little effort.
3. Example: David

D. People Development (I lead by reproduction – LEADERSHIP TRAINING/ DISCIPLESHIP)

1. People follow because of what you’ve done for them.

2. This is where long-range growth occurs. Commitment to developing leaders ensures ongoing growth of individuals and the organization. Strive to stay on this level.
3. Example: Paul with Timothy/Titus


E. Personhood (I lead by respect - REPUTATION)

1. People follow because of who you are and what you represent.

2. Only leaders who have spent years developing leaders and growing organizations achieve this level.

3. Example: Jesus

III. The Importance of Process


A. The Example of Anne Scheiber


Anne Scheiber was 101 years old when she died in January 1995. For years she had lived in a tiny, run-down, rent-controlled studio apartment in Manhattan. The paint on the walls was peeling, and the old bookcases that lined the walls were covered in dust. Rent was four hundred dollars a month.

Scheiber lived on Social Security and a small monthly pension, which she started receiving in 1943 when she retired as an auditor for the Internal Revenue Service. She hadn’t done very well at the IRS. More accurately, the agency hadn’t done her right. Despite having a law degree and doing excellent work, she was never promoted. And when she retired at age fifty-one, she was making only $3,150 a year.

“She was treated very, very shabbily,” said Benjamin Clark, who knew her as well as anyone did. “She really had to fend for herself in every way. It was really quite a struggle.”

Scheiber was the model of thrift. She didn’t spend money on herself. She didn’t buy new furniture as the old pieces she owned became worn out. She didn’t even subscribe to a newspaper. About once a week, she used to go to the public library to read the Wall Street Journal. 

Imagine the surprise of Norman Lamm, the president of Yeshiva University in New York City, when he found out that Anne Scheiber, a little old lady whose name he had never heard – and who had never attended Yeshiva – left nearly her entire estate to the university.

“When I saw the will, it was mind blowing, such an unexpected windfall,” said Lamm. “This woman has become a legend overnight.”

The estate Anne Scheiber left to Yeshiva University was worth $22 million.


How in the world did a spinster who had been retired for fifty years build an eight-figure fortune? The answer is, she did it one day at a time.

By the time she retired from the IRS in 1943, Anne Scheiber had managed to save $5,000. She invested that money in stocks. By 1950, she had made enough profit to buy 1,000 shares of Schering-Plough Corporation stock, then valued 
at $10,000. And she held on to that stock, letting its value build. By the time she died, those original shares split enough times to produce 128,000 shares, worth $7.5 million.

The secret to Scheiber’s success was that she spent most of her life building her worth. Whether her stock’s values went up or down, she didn’t sell it off with the thought, I’m finished building; now it’s time to cash out. She was in for the long haul, the really long haul. When she earned dividends – which kept getting larger and larger – she reinvested them in additional stocks. She spent her whole lifetime building. While other older people worry that they may run out of funds before the end of their lives, the longer she lived, the wealthier she became.
B. Leadership is Like Investing – It Compounds

Becoming a leader is a lot like investing successfully in the stock market. If your hope is to make a fortune in a day, you’re not going to be successful. There are no successful “day traders” in leadership development. What matters most is what you do day by day over the long haul. If you continually invest in your leadership development, letting your “assets” compound, the inevitable result is growth over time. What can you see when you look at a person’s daily agenda? Priorities, passions, abilities, relationships, attitude, personal disciplines, vision, and influence. See what a person is doing every day, day after day, and you’ll know who that person is and what he or she is becoming.

C. Leaders Are Learners

In a study of ninety top leaders from a variety of fields, leadership experts Warren Bennis and Burt Nanus made a discovery about the relationship between growth and leadership: “It is the capacity to develop and improve their skills that distinguishes leaders from their followers.” Successful leaders are learners. And the learning process is ongoing, a result of self-discipline and perseverance. The goal each day must be to get a little better. 

The problem is that most people overestimate the importance of events and underestimate the importance of process. We want quick fixes. We want the compounding effect that Ann Scheiber received over fifty years, but we want it in fifty minutes.

Don’t get me wrong. I appreciate events. They can be effective catalysts. But if you want lasting improvement, if you want power, then rely on a process. Consider these differences between the two:



	An Event
	A Process

	Encourages decisions
	Encourages development

	Motivates people
	Matures people

	Is a calendar issue
	Is a culture issue

	Challenges people
	Changes people

	Is easy
	Is difficult


Essentially, if I need to be inspired to take steps forward, then I’ll attend an event. If I want to improve, then I’ll engage in a process and stick with it.
D. The Process of Leadership Growth

1. Plan for personal growth


a. Everyone has their time – But you must be ready

Just as resolutions don’t happen by virtue of good intentions, personal growth does not happen without meaningful planning. Do you want to become a better leader? Read books on leadership. Listen to CDs on leadership. Attend leadership conferences. Interview current leaders you respect to get both ideas and inspiration. Make a plan that becomes a pattern of self-improvement for your life.

My dad, whom I respect as a great leader, once took me out to the back yard to look at our trees. I saw several trees in full bloom with leaves and fruit. But one tree was dry and looked dead. I asked my dad, “Why don’t you cut that one down? It looks dead.” But he told me, “It’s not dead. Wait a few months.” I didn’t think anything of it, but some time later when I visited him, I went into the backyard and noticed something remarkable. On this occasion, all the trees looked dead except one tree. It was flourishing. It was the same tree that looked dead just a few months back. My dad told me, “Every tree has its season. In the same way, every person has their time. Everyone’s time is different, but the need for preparation is the same. If you don’t prepare adequately, when your time comes, you will not be prepared to take advantage of it.” Benjamin Disraeli said something like this. He said, “The secret of success in life is for a man to be ready for his time when it comes.” 

Consider Jesus, who did not begin his ministry till he was around 33 even though he was wiser than scribes at just 12 years of age. When pressed to do a miracle, Jesus once said, “My hour has not yet come.” There is a proper time for us all. We need not haste or be slack but just trust God. Our responsibility is only to be preparing, getting ourselves ready. 

b. Plans must involve daily effort over time

What a person does on a disciplined, consistent basis gets him ready, no matter what the goal. NBA Hall of Fame player Larry Bird became an outstanding free-throw shooter by practicing five hundred shots each morning before he went to school. Demosthenes of ancient Greece became the greatest orator by reciting verses with pebbles in his mouth and speaking over the roar of the ocean’s waves – and he did it despite having been born with a speech impediment. You need to have the same kind of dedication. To become an excellent leader, you need to work on it every day.

Like Anne Scheiber we must have a daily and long-term plan in mind. Not 6 months or a year but more like five years, ten years, and twenty years. Consider Moses, whom God prepared for eighty years before using him to deliver Israel out of Egypt.

c. What you do in the dark reveals what you will be in the light

There is an old saying: champions don’t become champions in the ring – they are merely recognized there. Former heavyweight champ Joe Frazier stated, “You can map out a fight plan or a life plan. But when the action starts, you’re down to your reflexes. That’s where your road work shows. If you cheated on that in the dark of the morning, you’re getting found out now under the bright lights.” Boxing is a good analogy for leadership development because it is all about daily preparation. Even a person with natural talent has to prepare and train to become successful.

President Theodore Roosevelt said: “It is not the critic who counts; not the man who points out how the strong man stumbles, or where the doer of deeds could have done them better. The credit belongs to the man who is actually in the arena, whose face is marred by dust and sweat and blood, who strives valiantly; who errs and comes short again and again; because there is not effort without error and shortcomings; but who does actually strive to do the deed; who knows the great enthusiasm, the great devotion, who spends himself in a worthy cause, who at the best knows in the end the triumph of high achievement and who at the worst, if he fails, at least he fails while daring greatly. So that his place shall never be with those cold and timid souls who know neither victory nor defeat.”

2. The Example of Theodore Roosevelt

TR (Roosevelt’s nickname) is remembered as an outspoken man of action and proponent of the vigorous life. While in the White House, he was known for regular boxing and judo sessions, challenging horseback rides, and long, strenuous hikes. A French ambassador who visited Roosevelt used to tell about the time that he accompanied the president on a walk through the woods. When the two men came to the banks of a stream that was too deep to cross by foot, TR stripped off his clothes and expected the dignitary to do the same so that they could swim to the other side. Nothing was an obstacle to Roosevelt.

At different times in his life, Roosevelt was a cowboy in the Wild West, an explorer and big-game hunter, and a rough-riding cavalry officer in the Spanish-American War. His enthusiasm and stamina seemed boundless. As the vice presidential candidate in 1900, he gave 673 speeches and traveled 20,000 miles while campaigning for President McKinley. And years after his presidency, while preparing to deliver a speech in Milwaukee, Roosevelt was shot by a would-be assassin. With a broken rib and a bullet in his chest, Roosevelt insisted on delivering his one-hour speech before allowing himself to be taken to the hospital.

Of all the leaders this nation has ever had, Roosevelt was one of the toughest – both physically and mentally. But he didn’t start that way. America’s cowboy president was born in Manhattan to a prominent wealthy family. As a child, he was puny and very sickly. He had a debilitating asthma, possessed very poor eyesight, and was painfully thin. His parents weren’t sure he would survive.

When he was twelve, young Roosevelt’s father told him, “You have the mind, but you have not the body, and without the help of the body the mind cannot go as far as it should. You must make the body.” And make it he did.

TR began spending time every day building his body as well as his mind, and he did that for the rest of his life. He worked out with weights, hiked, ice-skated, hunted, rowed, rode horseback, and boxed. In later years, Roosevelt assessed his progress, admitting that as a child he was “nervous and timid. Yet,” he said, “from reading of the people I admired… and from knowing my father, I had a great admiration for men who were fearless and who could hold their own in the world, and I had a great desire to be like them.” By the time TR graduated from Harvard, he was like them, and he was ready to tackle the world of politics.

But Roosevelt didn’t become a great leader overnight. His road to the presidency was one of slow, continual growth. As he served in various positions, ranging from New York City police commissioner to president of the United States, he kept learning and growing. He improved himself, and in time he became a strong leader.

Roosevelt’s list of accomplishments is remarkable. Under his leadership, the United States emerged as a world power. He helped the country develop a first-class navy. He saw the Panama Canal was built. He negotiated peace between Russia and Japan, winning a Nobel Peace Prize in the process. And when people questioned TR’s leadership – since he had first become president when McKinley was assassinated – he campaigned and was reelected by the largest majority of any president up to his time.

Ever the man of action, when Roosevelt completed his second term as president in 1909, he immediately traveled to Africa where he led a scientific expedition sponsored by the Smithsonian Institution. A few years later, in 1913, he co-led a group to explore the uncharted River of Doubt in Brazil. It was a learning adventure he said he could not pass up. “It was my last chance to be a boy,” he later admitted. He was fifty-five years old.

On January 6, 1919, at his home in New York, Theodore Roosevelt died in his sleep. Then Vice President Marshall said, “Death had to take him sleeping, for if Roosevelt had been awake, there would have been a fight.” When they removed him from his bed, they found a book under his pillow. Up to the very last, TR was still striving to learn and improve himself. 

If you want to be a leader, the good news is that you can do it. Everyone has the potential, but it isn’t accomplished overnight. It requires perseverance. Leadership doesn’t develop in a day. It takes a lifetime.

E. Practices and Commitments of Leadership


1. Model the Way

a. Find your voice by clarifying your personal values.

b. Set the example by aligning actions with shared values.


2. Inspire a Shared Vision

a. Envision the future by imagining exciting and ennobling possibilities.

b. Enlist others in a common vision by appealing to shared aspirations.


3. Challenge the Process

a. Search for opportunities by seeking innovative ways to change, grow, and improve.

b. Experiment and take risks by constantly generating small wins and learning from mistakes.

4. Enable Others to Act

a. Foster collaboration by promoting cooperative goals and building trust.

b. Strengthen others by sharing power and discretion.


5. Encourage the Heart

a. Recognize contributions by showing appreciation for individual excellence.

b. Celebrate the values and victories by creating a spirit of community.
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